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Mastersof Military Science Executive Summary

Title: Developing Army Leaders for 21 Century Missions: Teaching Army Leaders
Behavioral Science Theories to Educate and Prepare for Full Spectrum Operations

Author: David J. Kammen, Mgor, United States Army

Thesis:

Given the Army’s current leadership development framework (Be, Know, Do),
there are benefits to teaching behavioral science theories as part of pre-commissioning
professional military education to assist junior officersin preparing for the missions of
the 21% century transitional Army. Behavioral science theories are present and integrated
throughout the Army’s leadership framework. Behavioral science theories can assist
leaders with mission readiness at the individual and collective level and in meeting leader
challenges associated with new 21% century missions and Army transformation.

Discussion:

Behavioral science theories provide the “tools’/science to assist with the “art” of
command and leadership. Properly applying basic concepts from behavioral science
theories, leaders can get better individual and collective results by considering more than
tactical proficiency when developing the training plan. Leaders can integrate concepts
from behavioral science theories into the training plan as tools to control issues that
detract from mission readiness. Leaders can get the best results from their soldiers by
understanding the interaction of the leader, the led and the situation. Proactive leaders
who think outside of basic tactical proficiency can minimize distractions and focus the
efforts of individuals and raise the overall operational training synergy of the group better
preparing their unit to meet the needs of the nation in the 21% century and beyond.

In many of these new missions junior leaders play an ever-increasing role and
make decisions and take actions that not only affect the tactical situation but also directly
impact the operational and strategic situation. Having a basic understanding of human
behavior, group dynamics, and culture can provide future leaders with the skills
necessary to better accomplish today’s full spectrum of requirements and meet the
challenges of atransitioning force. Pre-commissioning PME in behavioral science
theories provides an across the board capability to Army leaders that helps meet these
new requirements.

A basic understanding of behavioral science theories can help an Army leader
take the correct actions, set up the right training and phrase the tasking/mission in away
to make soldiers want to do what the leader needs them to do. The combination of
interpersonal skills and motivation skills allows the leader to spend less time on
organizational “problem children” and more time on training the force as awhole. By
having the tools necessary to motive individuals and groups in the desired direction for
mission accomplishment, the leader can be more efficient and effective.



Conclusions:

Leaders can use the training plan as atool by which they can control issues that
detract from mission readiness. Properly applying basic theory concepts creates a more
productive training environment where leaders are able to develop training plans that
achieve better individual and collective results.

Early understanding of behavioral science theories can provide a base of
knowledge to build leader development. Pre-commissioning education is best suited to
accomplish the mission of providing behavioral science theories that will serve leaders
upon commissioning. Pre-commissioning education in behavioral science theories sets
the foundation for leaders to care for soldiers while accomplishing the mission to the
highest standards.

There, however, isno clear standard or oversight for specific class or course
requirements for commissioning. Establish a single proponent for training and leader
development to improve the link between training and leader development.  Getting the
most out of leader development requires standardized requirements for a basic knowledge
of behavioral science theoriesin all pre-commissioning sources. The follow-on step isto
further leader development with more emphasis of behaviora science theories at the
career course, Command and General Staff College (CGSC) and War College with topics
relevant to increasing levels of responsibility.



“Don't ever forget that you are going to lead human beings. Their lives are going
to be placed in your hands and you have to measure up.”
General H. Norman Schwar zkopf*

| nt roducti on

G ven the Arny’s current | eadership devel opnent
framework (“Be, Know, Do”), it is useful to teach a broad
base of behavioral science theories as a conponent of pre-
conmm ssi oning professional mlitary education (PME) to
assist junior officers in preparing thenselves and their
soldiers for the nissions of the 21% century transitiona
Arny. To support this idea the paper wll first exam ne
how behavi oral science theories are present and integrated
t hroughout the Arny’s | eadership framework. Second, it
will | ook at how behavioral science theories assist |eaders
with m ssion readiness at the individual and collective
level. Third, the paper exam nes the challenges that face
new of ficers today and how behavi oral science theories can
assist in meeting new 21% century nission, transformational
and | eader challenges. Finally, it appraises how
behavi oral science theories can be incorporated into pre-
conmi ssioning PME to facilitate the benefits discussed.

The United States Arny is the best in the world due to

one thing, its people. The guiding and influencing force



behi nd people is |eadership. Junior |eaders play a
considerable role due to the closeness and direct influence
on soldiers. Especially when exam ned in the context of
21°" century missions characterized by small unit missions.

The Arny has been devel oping | eaders for over 225
years. History shows that this is a |ong and di stingui shed
process. It also shows that the process has changed
t hroughout the years. Professionally, the officer corps
has exam ned itself and adjusted as needed. In this vain
of self-exam nation and inprovenent, this paper exani nes
one aspect of |eader devel opnment and shows how to tweak
exi sting principles and prograns for better effectiveness
and efficiencies.

The Arny denmands | eaders of character and conpetence.
The Arny defines their mssion of |eadership as influencing
peopl e by providing purpose, direction and notivation while
operating to acconplish the m ssion and inproving the
organi zation.? Leadership takes place in an interactive
framework (Figures 1 and 2)3. Knowi ng human behavior is

part of |eadership. Being able to use human nature to

1Speech given at United States Military Academy on 15 May 1991, United States Military Academy.
Military Leadership. Second Edition. West Point, NY: McGraw-Hill, 2000, p39.

2us. Army, Field Manual (FM) 22-100, Army Leadership. Washington DC: Department of the Army,
August 1999, p1-4

3 Ibid, p1-3. Figure oneisadirect duplication of the figurein FM22-100, Army Leadership. Figure2in
Appendix 2 is the same information portrayed in adifferent format. Figure 2 isfrom United States Military
Academy, Department of Behavioral Science and Leadership, PL300 — Military Leadership presentation.



better the individual and the group as a whole while

acconplishing the mssion is good | eadership. Using the

Army’ s framework for |eadership in Figure 2 (Appendix 1),
t he hi ghlighted boxes

show wher e basic

THE LEADER

behavi oral science

t heori es have direct
correl ation. Behavioral
sci ence theories provide

the “tool s”/science to
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Figure 1. behavi oral science

t heories, |eaders can
get better individual and collective results by considering
nmore than tactical proficiency when devel oping the training
pl an. Leaders can integrate concepts from behavi ora
science theories into the training plan as tools to control
i ssues that detract from m ssion readi ness. Leaders can
get the best results fromtheir soldiers by understanding
the interaction of the |eader, the I ed and the situation.

Not being able to train for every possible situation, and



in an ever-constricting fiscal environnment, it is vital to
maxi m ze the effect of every training dollar. Proactive

| eaders who think outside of basic tactical proficiency can
m nimze distractions and focus the efforts of individuals
and raise the overall operational training synergy of the
group better preparing their unit to neet the needs of the
nation in the 21%' century and beyond.

Even in peace, the mlitary nmust be trained and ready
for the full spectrumof mlitary operations. In nmany of
t hese new mi ssions junior |eaders play an ever-increasing
rol e and make deci sions and take actions that not only
affect the tactical situation but also directly inpact the
operational and strategic situation. Having a basic
under st andi ng of human behavi or, group dynam cs, and
culture can provide future |eaders with the skills
necessary to better acconplish today’s full spectrum of
requi renents and neet the challenges of a transitioning
force. Pre-comm ssioning PME in behavioral science
t heori es provides an across the board capability to Arny
| eaders that hel ps neet these new requirenents.

The Arny is about people, not weapons or platforns.
The Arny then, should maxi m ze the devel opnent and
| eadership of its nost prized and val uabl e conponent.

Education in basic behavioral science theories can do just



that. 1Including behavioral science education in pre-

conmi ssioning requirenents sets the foundation for |eaders
to take care of soldiers while acconplishing the mssion to
t he hi ghest standards.

The Arny and Leadership

The ol dest and by far the |largest of Anerica s arned
forces, the Arny requires quality |eaders to care for its
sol diers and acconplish the full spectrum of m ssions from
home station adm nistration to peace keeping to major
theater warfare. “Soldiers, not equi prment acconplish

m ssions and win wars.”?

The Arny is neither platform nor
weapon system nor technol ogy centric; it is people centric.
“Sol diers provide the capability for decisive victory...

The conbi nation of quality soldiers, conpetent |eaders and
cohesive units creates a versatile, powerful force.”® One
cl ear denonstration of the inportance that soldiers and
their | eaders play in the Arny is the sheer size of the
Arnmy.  Those in uniformincluding the reserve conponent
(Arnmy National Guard and Arnmy Reserve) nunber over one

mllion - alnost nore than the other three services (Navy,

Air Force and Marines) combined.® This diverse and

4U.S. Army, Field Manual (FM) 3-0, Operations. Washington DC: Department of the Army, June 2001,
E)ara 1-55.

Ibid, para1-53
6 Crawley, Vincent, “Participating in Thrift Savings Plan off to slow start,” Army Times, Army Times
Publishing Company, Springfield, VA, Volume 62, NO 25, p7. Total Army including Army National



enconpassi ng organi zation functions daily and al so while
conducting the full spectrum of operations because of
quality | eaders.

“The Arny is the decisive conmponent of |and warfare

and as such organi zes, trains and equips forces to fight

w7

and win the nation’s wars. The requirenment for quality

| eaders perneates the Arny’s capstone doctrine manual s; FM
1, The Arny; FM 3, Operations. The Arny recognizes the

i nportance of |eadership and the link | eadership brings to
success in the nodern and future spectrum of operations.
“Because of the personal and physical nature of ground
operations, |eadership is the nost dynam c and essentia

el ement of |and conbat power.”® Arny doctrine acknow edges
the i mportance of |eadership and the pivotal role it plays

in all Army operations.

Leaders create conditions for success.
Organi zi ng, equi pping, training, and | eadi ng sol diers
to acconplish operational mssions are the goals of
| eaders. WIIl and determ nation nold soldiers into
effective organi zations. Full spectrum operations
demand Arny | eaders who are nmasters of both the art
and science of mlitary operations, and have the
training and tenperanment to adapt to any situation.
Success cones fromimagi native, flexible, and daring
sol diers and | eaders.?

Guard and Army Reserve numbers 1.2 million. Total Air Force including Air National Guard and Air
Force Reserve, Navy including Naval Reserve and Marines including Marine reserve totals 1.38 million.
" FM3-0, Operations, para1-1

8 FM 1, The Army, Chapter 1, leadership

® FM 3, Operations, para1-57



Arny Chief of Staff, General Eric K Shinseki, further
hi ghlights the Arny’s inportance of |eadership by including

it promnently in his vision statenent.

W [the Arny] are about |eadership; it is our
stock in trade, and it is what nakes us different. W
t ake sol diers who enter the force and grow theminto
| eaders for the next generation of soldiers. W wll
continue to devel op those | eaders through study in the
i nstitutional school house, through field experiences
gai ned in operational assignnments, and through
personal study and professional readings. Qur soldiers
provi de back to America a corps of |eaders who have an
unmat ched work ethic, who have a strong sense of
val ues, who treat others with dignity and respect, who
are accustoned to hard work, who are courageous, who
thrive on responsibility, who know how to build and
noti vate teans, and who are positive role nodels for
all around them W provide this opportunity to
Anerican youth so that we can keep our Nation strong
and conpetitive and enable it to fulfill its
| eadership role in the comunity of nations. W invest

today in the Nation's |eadership for tonorrow *°

The arned forces, especially the Arny, are at a
crossroads. Significant events have caused a greater
enphasi s on | eader devel opnent, and for good cause. First,
the arned forces becane an all-volunteer force with no
reduction in mssion. The Arny had to be attractive to
Anmericans so that they would volunteer to serve. Next cane
the end of the cold war. This caused a massive draw down
simlar to the period after the Vietnam War. The Arned
forces reduced by about 35% but at the sanme tinme were

called on to conduct many nore diverse m ssions, many of

10 Shinseki, Erik K, “Vision Statement,” Army Home Page Web Site, URL: http://www.army.mil.htm,
accessed 10 September 2001, p1




whi ch they were not trained to carry out. These included
peacekeepi ng and humani tari an assistance. Anbiguity of
m ssion and the |l oss of a specific threat caused a
transformation in the armed forces as a whol e and
particularly in the Arny. The Arny now focuses on
capabilities, not as a specific threat. 1In so doing, it
has identified a capabilities gap causing great
uncertainty. The Arny is entering uncharted territory in
order to fill this gap and neet the full spectrum of
mlitary m ssions.

Trends indicate that future mssions wll blur the
I ines between the strategic, operational and tactica
| evel s of war. Due to the full spectrum of m ssions that
the Arny nust be prepared to execute, today’s junior
| eaders have nore responsibility than at any tine in our
hi story. Decisions and actions at the snmall unit |evel
have direct operational and strategic consequences. This
requires trained | eaders who understand not only | eadership
in the Arny but |eading in diverse, dynam c situations that
i nvol ve all aspects of human nature.

W will be trained and ready to do anything the
Anerican People ask us to do, and we will do it
better, faster, and nore affordably. In the process,
we W |l provide the inspired | eadership which
cel ebrates our soldiers and nurtures their famlies,
trains for decisive victories, and denonstrates
responsi bl e stewardship for the national treasure



entrusted to us - our nen and wonen in uniform and
the resources to make them successful .’

G ven the anmbiguity of current situations and
uncertainty about the future, the Arny nust focus on what
it can control, training and | eader devel opnent. Effective
| eader devel opnent will lead to nore effective training and
better-prepared | eaders ready to neet any chall enge.

Enphasi s on | eadership training and education is not
newto the Army. It is not a new requirenment based on the
end of the Cold War or the beginning of the 21°' century.
Leadershi p trai ning and educati on have a |long history in
the Arnmy. As Ceneral Shinseki stated, |eadership is our
“stock in trade.” After the end of the Second World War,
Arny Chief of Staff, CGeneral of the Arny Dw ght D
Ei senhower wote, in a letter to General Maxwell Tayl or,
United States MIlitary Acadeny (USMA) Superintendent in

1946:

.l realize that trenmendous advances have been
made in the matter of |eadership and personne
managenment since | was a cadet. Nevertheless, | am
sure it is a subject that should receive the constant
care of the Superintendent and his assistants on the
Academ ¢ Board and these should frequently call in for
consul tation experts..Too frequently we find young

officers trying to use enpirical and ritualistic
nmet hods in handling individuals--1 think both

theoretical and practical instruction along this |ine
could, at the very | east, awaken the majority of
cadets to the necessity for handling human probl ens on

1 Shinseki, p1



a human basis and do nuch to inprove | eadership and
personnel handling in the Arny at |ar ge.12

There is no argunent on the practical side of |eadership
devel opnent. All pre-comm ssioning sources and every Arny
school do their part to enhance an officer’s | eader

devel opnent through practical application. Practica
application, however, is not the only way to devel op

| eaders. As Ceneral Ei senhower noted, theoretical
instruction is also required. Resistance develops to

t heoretical instruction because it is identified wth

cl assroominstruction and educati on.

There are traditional nyths that inhibit the role
education can play in | eadershi p devel opnent prograns.
Three conmmon nyths are: good | eadership i s conmobn sense,
| eaders are born not nade, and | eadership is only |earned
t hrough experience.'® These nyths inpede including | eader
education into prograns. They al so hanper i ndividua
recepti veness of the material.

The first nyth: |eadership is comon sense. This nyth
says that all you need to be a good |eader is commbn sense.
The key is the definition of conmbn sense. | argue that in

defining common sense you need to | ook no further than the

12 Chief of Staff, United States Army. Letter to Superintendent, United States Military Academy. No
Subject. 2 January 1946. Emphasis added. Letter located at United States Military Academy.

13 Hughes, Richard L. and others, Leadership Enhancing the Lessons of Experience, 3d ed.

Boston, McGraw-Hill, 1999., p17-21

10



first word - common. Comon sense woul d then be a set of
know edge that is common to all people. A possible exanple
may be, |ooking both ways before crossing the street. Wen
cl osely exam ned, the subset of information that is conmon
to all people is quite small. Common sense for each of us
is determined by our life experiences. Things that we are
famliar wwth require little thought and therefore seem

| i ke commopn sense.

Common sense al so causes problens with | eadership
educati on when theories and principles are taught and
presented as fact. Once the theory or principle is
presented, people nay believe the information i s conmon
sense and that they always knew the material, thus there is
no need to study the theory. “Experinents by Slovic and
Fi schoff (1977) and Wod (1979) showed that events are nuch
nore surprising when subjects had to guess the outconme of
an experinment than when the subjects were told the

out cone. " 4

The results of these experinents seemto prove
the ol d adage that hindsight is 20/20. Information can
seem | i ke comobn sense when presented in a famliar

context. In |eader devel opnent education this nyth greatly

hanpers the receptiveness to the topic materi al

14 |bid, p19

11



The second nyth: Leaders are born not nmade. This is
partially a myth. One aspect is very true - |eaders are
born. They were conceived and born into this world, but
beyond physical birth, | eadership is not in the genes.
“Leadership is neither innate or acquired; what matters is

how t hese factors interact.”®

Some research by MGQue &
Bouchard (1990) and McCrae & Foster (1995) indicates that
many cognitive ability and personality traits are partially
innate. Therefore, natural characteristics offer sone

6 This is one

advant ages and di sadvantages for a | eader.?
reason why, at sone PME schools, personality tests are
adm nistered. A mpjority of leaders fall into four of the
si xteen personality types.'” Basic innate ability coupl ed
wi th experience hel ps to shape and devel op effective
| eader shi p.

Since there is a certain anmount of innate ability,
experience isn't everything. Hence the third nyth:
Leadership is only learned through experience. It is a

m stake to think that learning fromformal study is

mutual |y exclusive to | earning from experience.® Fornal

15 |bid, p19

1% 1pid, p19

17 United States Military Academy, p76. According to Myers and McCaulley (1985) there are four basic
personality dimensionsin which people can differ: introversion(l)-extroversion(E), intuition(N)-
Sensing(S), feeling(F)-thinking(T), and perceiving(P)-judging(J). These four dimensions create sixteen
different personality types. Leaders are more likely tobe either ISTJ, INTJ, ESTJ, or ENTJ.

18 Hughes, p20

12



study can group years of experience into a single course of
instruction. This is nmuch the sane argunent for studying
mlitary history. Years, if not centuries, of m stakes and
success can be exam ned and insights gl eaned w thout taking
a lifetinme of personal experiences to acquire them

These three nyths al so contribute to the argunent
whet her | eadership is an art or a science. As with the
nmyt hs about | eadership there is no one answer. Leadership
is neither one nor the other. Rather it is an intricate
conbi nati on of both art and science. Fornmal |eadership
education can provide individuals with skill sets that
al l ow for better understanding of situations. However,
know ng what to do is not the sane as know ng howto do it,
or even when or where to do it.'® The art of |eadership is
based upon what nmekes up the individual; the values and
gqualities that allow one to influence another. The
sci ence, however, provides for a common concept ual
framework to form an understandi ng of basic human
behavior.?® Both science and art are required for
ef fective | eadership.

General Eisenhower’s letter nentioned earlier was a

main force in the founding of the Departnment of Leadership

19 Hughes, p21

13



at the United States MIlitary Acadeny (USMA) at West Point.
Thi s departnment, now the Departnment of Behavioral Science
and Leadershi p, provides a conprehensive sel ection of
courses to provide cadets a full range of theoretical and
practical |eader developnent. Since cadets choose their
course of study and may not choose to major in a curricul um
of the Departnent of Behavioral Science and Leadership,
cadets’ academ c | eader devel opnent education is limted to
a single senester core course called Mlitary Leadership
that cadets take during their junior year. This course
offers a unique curriculumnot found at the other service
academ es or the other Arnmy conmm ssioning sources. It

provi des the theoretical background that General Ei senhower
di scussed. This course provides the tools necessary to
better resolve situations that may ari se.

Even though USMA is considered the prem er
conmm ssi oning source for the Arny, it is only one source.
The Reserve O ficer Training Corps (ROTC), Oficer
Candi date School (OCS) and direct conmi ssion are the other
mai n sources of active duty comm ssioned officers. USMVA

provi des approxi mately 18% OCS 12% direct conm ssion 17%

20 Csoka, Louis S., “Why Study Leadership?,” Military Review, Headquarters, Department of the Army,
US Army Command and General Staff College, Volume LXV - December 1985, NO 12, p47.
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and ROTC 53% of active duty commissions.?! Al provide
officers to the Arnmy. Even though there are nmultiple
sources of comm ssion, there is no standard for |eadership
education as part of |eader devel opnment.

Each source includes | eader devel opnent as part of the
commi ssioning requirenents and thus it is included in the
trai ning and education portion of their respective
curriculunms. The approach, with the exception of USMA, is
tolimt |eader devel opnent to practical application and
limted education. The education conducted is generally
limted to counseling and the study of FM22-100, Arny
Leadershi p. The counseling education is further limted to
how to counsel. Instruction focuses on creating a proper
envi ronnment and counseling skills and techniques. Students
apply counseling to | eadership situations. Mssing is
t heoretical background that provides the | eader necessary
tools to operate in the conpl ex environment of the Arny.??

Be, Know, Do and Train

“Sol di ers, not equi pment acconplish m ssions and win

wars. Leadership |inks soldiers’ technical and tactical

2L Army Reserve Officers' Training Corps College ROTC, “The Way Ahead.” Fort Monroe, Virginia
23651 4 April 2001, p9-10.

2| nformation derived from cross-referencing the Leader Development Program (LDP) Handbook, U.S.
Army Cadet Command and Cadet Command Regulation 145-3, “ Reserve Officers’ Training Corps
Precommissioning Training and Leadership Development.” Individual ROTC programs vary somewhat
and may include |leadership development above and beyond the minimum requirements required by cadet
Command regulations.
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n 23

conpet ence to operational success. The Arny nust prepare

its |eaders to neet that demanding challenge. The first
step in exam ning the process of preparing or devel oping
| eaders is to | ook at how the Arny sees | eadership. The

Army’s view of |eadership is the “Be, Know, Do” franework

1. 24

illustrated in Figure As shown, four categories:

val ues, attributes, skills, and actions, further define the
three main elenents, “Be, Know, Do”, of the nodel
Furt hernore, supplenmentary descriptors?® characterize those
four categories. This detailed, descriptive nodel of
| eadership delineates what is required for a |eader
devel opnent program as well as the desired outcones.

As previously stated, “Leadership is influencing
peopl e- by providi ng purpose, direction, and notivation-
whi |l e operating to acconplish the m ssion and i nproving the

n 26

or gani zat i on. The definition and franework in Figure 1

provide a roadmap for |eaders to prepare and | ead soldiers.

For you as an Arny | eader, |eadership in conbat
is your primary m ssion and nost inportant chall enge.
To neet this challenge, you nust devel op character and
conpet ence whil e achi eving excell ence. This manua
[ FMR2- 100, Arny Leadership] is about |eadership. It
focuses on character, conpetence, and excellence. It’s
about acconplishing the m ssion and taking care of
people. It’s about living up to your ultimate

2 FM 3, Operations para 1-55

24 EM 22-100, Army Leadership, p1-3. An additional representation of the leadership framework can be
found in Figure 2 at Appendix 1.

25 Al of the descriptors and their relation to the four categories (values, attributes, skills, and actions) are
shown in Figures 1 and 2.

28 |bid, p1-4 Emphasis original.

16



responsibility, |eading your soldiers in conbat, and
Wi nning our nation s wars. 21

Under standi ng the | eadership framework all ows | eaders to
better prepare thenselves and their soldiers to perform
m ssions. Institutional understandi ng provides the proper
training and education to prepare | eaders. This training
enhances the areas that the | eadership franework defines as
i nportant and necessary for good | eadership. The Arny has
the obligation to properly prepare its |leaders to face
their greatest responsibility, to safeguard the nation’s
greatest treasures, the sons and daughters of our country.
Mai nst ream behavi oral science theories can be taught
to enhance nore than half of the dinmensions that define the
framework and al nost all of the “know and “do”
di mensi ons.?® “Be” dinensions are characterized as what
shapes a | eader’s character.?® “Know' di mensions are skills
that define your “conpetence in everything fromthe
technical side of your job to the people skills a | eader
requires.”3® “Do” dinensions are the actions |eaders take
to apply what they know 3! Behavioral science theories can
teach the skills needed for the interpersonal dinension of

“know’ and can provide a foundation for enhancing persona

27| bid, p1-2
28 Dimensions listed in Figures 1 and 2.
29 EM 22-100, Army Leadership, p1-3.
%0 bid, p1-4.

17



and subordi nate technical and tactical dinensions.

Behavi oral science theories can also provide the skills
needed for “do” actions. Understandi ng human behavi or can
benefit | eaders in executing alnost all of the “do” actions
- in particular, conmunicating, decision-nmaking,

noti vating, planning, devel oping, building and | earning.
Usi ng these di nensions, teaching behavioral science
theories Arny wide at the pre-comm ssioning |evel of
professional mlitary education can inprove Arny | eaders
and better prepare themto train for and execute 21°
century m ssions.

The first and obvi ous benefit for teaching behavi oral
science theories is the “interpersonal” dinension of what a
| eader should “know. ” I nterpersonal skills are at the
heart of behavioral science theories. Having a basic
under st andi ng of how sol diers think and act, how they
conpare thensel ves to others, and how t hey perceive
different situations is at the center of what behavi oral
science theories provide | eaders. A comon principle of
| eadership is to know your soldiers. Behavioral science
t heories can provide skills to assist. Know ng sone basic

theory in human nature can allow a | eader to better

31 bid, p1-4.
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under stand hi s/ her soldiers and thus allow the | eader to
gui de themtoward goals and conpl etion of the m ssion.

A prom nent benefit to teaching theories that inprove
interpersonal skills is in the area of devel opnenta
counseling. The Arny is very quick to tout the virtues of
counsel i ng and provides very good gui delines on how
counsel i ng should be done in order to get the best results.
It is not so quick to provide the tools that nake up the
foundation of the counseling.

From day one of any | eader devel opnent course, a
| eader is repeatedly rem nded of the need for effective
devel opnent al counseling. There is nothing wong with this.
What woul d i nprove instruction is to provide tools to make
devel opnental counseling effective. Wat the Army provides
is a basic skill set of tactics, techni ques and procedures
- do’s and don'ts. Leaders need to know when and where to
conduct the counseling as well as how to conduct it. What
the Arny could inprove on is devel opnent of the |eader to
i nprove the effectiveness of counseling. How do you get to
the bottom of the issue? How do you change a soldier’s
perception if it is flawed? How do you counsel once and
not require repeat sessions? This is not advocating a
single correct and approved solution to every problem It

advocates providing the | eader with a basic tool set
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affording a nyriad of ways to get at the heart of the issue
and better serve that subordinate.

Behavi oral science theories can provide the tool set
necessary to effectively counsel. Basic human behavi or
theories |like the Equity Theory®? can help a | eader know how
soldiers think and conpare thenselves to others in the unit
and the unit to other units. According to the theory,
everyone wants what is fair. “Equity Theory proposes a
very rational nodel for how followers assess these
i ssues.”®® The theory holds that individuals are concerned
with the ratio of what they get in relation to what they do
and how this ratio conpares with how they percei ve what
others get in relation to what the others do. The ends are
not as inportant for conparison as the ratio of neans to
ends. As long as the ratio appears about even people are
relatively satisfied. |If the ratio appears inequitable,
however, a state of tension will develop and there will be
pressure for the individual to change behavior or take
action to restore or gain equity.3

Further, Equity Theory arns | eaders with severa
resol ution techni ques. Knowi ng how to change one’s

perception of what is fair can allow | eaders to provide for

32 United States Military Academy, p195, (Kanfer, 1990)
33 Hughes, p427.
34 1bid, p428.
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i ncreased notivation to acconplish assigned tasks and

m ssions. All |eaders encounter the situation where
soldiers in their charge conpl ain because they nust execute
a task when sonmeone el se or another unit is not required to
acconplish the sane task. Know ng many different nethods
of explaining the situation can prevent the incorrect
conclusion that they are being treated unfairly and can
increase their notivation to acconplish the task. This in
turn nakes the execution standard hi gher than it woul d have
been. The soldiers have better understanding and the unit
gets better execution of the task. Having behaviora
science theories |like Equity Theory taught as part of pre-
comm ssi oni ng | eader devel opnent gives junior |eaders one
nore tool that can nake their job easier. Arny |eaders can
apply the theory to situations and defuse problens before

t hey get out of control, allowing nore tine for m ssion
traini ng.

Anot her i nportant aspect of interpersonal skills and
counseling is goal setting. Goal setting provides for
“necessary road markers to gui de our assessnent of our
subordi nates, as well as road markers that may be used to

n 35

gui de our subordi nates’ behavi or. Probably one of the

nost conmon things that occur in the Army on a day-to-day
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basis is goal setting. Al nobst all non-derogatory
counseling is goal setting: officer evaluation support
form counsel i ng, non-conmm ssioned officer quarterly
counsel ing, and retention counseling are all exanples of
goal setting.

Appropriately, behavioral science theory that pertains
to this thinking is Goal Setting Theory. The theory aids
the | eader to help followers “see how a goal m ght be
attained by following a systematic plan to achieve it.”3°
“According to Locke and Lat ham (1990), goals are the nost
power ful deterninants of task behaviors.”®” Goal Setting
Theory holds that there are four characteristics of goals
that will make them effective in directing the behavior of
i ndi vidual s toward acconplishing the goals: Goals should
be specific and observabl e, attainable but challenging,
require commtnment fromthe individual and require feedback

on progress. 38

This is a sinple checklist that | eaders can
use in both their counseling of subordinates as well as
their owmn use in setting personal goals for their own

devel opnent.

Ef fective goal setting directs attention and

al l ocation of resources, nobilizes effort, hel ps devel op

35 United States Military Academy, p198
36 Hughes, p406.
37 1bid, p406.
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strategi es for achi evenent, and hel ps people to continue to
exert effort.3® Conversely, inproper application will cause
a negative effect on the overall performance and ability to
acconpl i sh the set goals.* Counseling is a part of Arny
culture and day-to-day operations. Leader education and
proper application of Goal Setting Theory can inprove
overal |l devel opnent, effectiveness and perfornmance of the
Arny.

Moving fromthe “know to the “do,” finds many of the
“do” dinmensions inproved by application of principles
| earned through the teaching of behavioral science
theories. A |leader can be nore effective in “do” actions
by having a basic understandi ng of behavioral science
theories. The theories provide tools for the |eader to
better know thensel ves, execute personal interactions and
m ssi on acconpli shment.

An anbi guous action the Arny uses excessively is
“notivation.” Being able to notivate soldiers to
acconplish mssions or even to attenpt m ssions would nake
any Arny leader’s job easier. PME schooling suggests that
| eadershi p invol ves notivating subordi nates. Wat is

m ssing from nost educational instruction is howto

38 hid, p528.
39 United States Military Academy, p187.
0 Hughes, p530.

23



execute. How do you notivate subordinates to try sonething
t hey have never done before? How do you notivate themto
try their best during training?

A basi ¢ understandi ng of behavioral science theories
can help an Arny | eader take the correct actions, set up
the right training and phrase the tasking/mssion in a way
to make soldiers want to do what the | eader needs themto
do. As al ready noted, proper goal setting can notivate
soldiers to achieve a desired goal. A unit of soldiers al
striving to achieve the sane goal is a considerable force
to be reckoned with and one that is likely to succeed.
Leaders who effectively notivate their soldiers inspire,
encourage, and gui de themtoward m ssion acconplishnent.*

When di scussing notivation it is inportant to renenber
that everyone is notivated. Oten in the mlitary when a
soldier is not enthusiastic to acconplish an assigned task
the | eader says that particular soldier is not notivated.
This is sinply not the case. “Mdtivation is anything that
provi des direction, intensity and persistence to

behavi or . " 42

The soldier in question may just be notivated
to do sonet hing other than what was directed. Most in the

mlitary can give an exanple of an individual who worked

“1 EM 22-100, Army Leadership, p-B5.
2 Hughes, p195 (Kanfer, 1990).
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very hard to get out of doing a particular task designated
by the | eader. The general description of this individual
is that they are not notivated. |In actuality they are very
notivated. Their notivation is directed toward not doing

t he assi gned task.

Behavi oral science theories can provide the necessary
background for the | eader to direct the notivation of
i ndi vidual s and groups in a manner that works for the
benefit of the group and acconplishnment of the m ssion.
The conbi nati on of interpersonal skills and notivation
skills allows the | eader to spend |less tinme on
organi zati onal “problem children” and nore tine on training
the force as a whole. By having the tools necessary to
notive individuals and groups in the desired direction for
m ssi on acconplishnment, the | eader can be nore efficient
and effective.

A val uabl e and positive derivative of understanding
nmotivation and the corresponding theories is that |eaders
can proactively apply the concepts of the theories to plan
training. Leaders can plan training that creates a desire
for m ssion/task acconplishnent. This notivation wll
correspond to nore effective training programand greater

unit readi ness.
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By under st andi ng behavi oral science theories and what
can notivate either an individual or a group, |eaders can
plan training to touch on all of these areas. One such
theory is the Expectancy Theory.*® Understanding extrinsic
nmotivation as described with Expectancy Theory, |eaders can
design training such that conpletion of the event has val ue
for soldiers or that the training isn't so difficult as to
gi ve no hope of conpletion to standard. Expectancy Theory
descri bes that people will act in ways to naxim ze their
expectation of receiving a valued outconme or reward. The
t heory further describes that |eaders can reliably
anti ci pat e subordi nate behavi ors by addressi ng these
expectations.* To deternmine if a subordinate will be
noti vated toward acconplishing a task, |eaders nust answer
three questions fromthe subordinate’s perspective.?®
First, Can | do it? |If the subordinate does not believe
that the task is acconplishable then why even bother to
try. Thus, if training or other tasks required of the
subordinate are too difficult then there will be little
desire to attenpt the task at hand. This is not to advocate
easy training, sinply a belief that the task can be

acconplished. Secondly, If |I do it, what wll be ny

43 United States Military Academy, p221, (Mitchell, p1096-1112).
4 Hughes, p408.
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benefit? |f the subordinate acconplishes the task what is
the probability that they will actually receive the reward?
| f the probability is high then the desire to conplete the
task will increase. Conversely, if the probability is |ow
then the subordinate will not be notivated to attenpt the
task. Finally, If I get it, dol want it? |If the
subordi nate conpletes the task and gets the reward, is the
reward sonething that they want? Subordinates will do
things for rewards they desire and will not do things, even
for rewards, if the reward i s unappeali ng.

Anot her inportant concept of behavioral science is
group dynam cs. The Arnmy is nothing nore than an
organi zation of groups. Understanding how individual s
interact with the group and how groups interact with other
groups serves an Arny | eader well.

| ndi vi dual interaction in and with groups as well as
group interaction in and with other groups happens
repeatedly on a daily basis within units. Properly
controlling these interactions can allow a | eader to
prevent problens before they occur. Understandi ng and
being able to identify the stages of group devel opnent:

form ng, stormng, norming, and perforning, *® | eaders can

45 United States Military Academy, p222. Each question isidentified and described in the pursuant text.
The questions and descriptions are from the footnoted source.
%6 |uthans, Fred. Organizational Behavior, 7" ed. New Y ork, McGraw-Hill 1995, p248.

27



structure training for groups that will build cohesion and
reduce conflict anong the nenbers and between ot her groups.
Structuring tasks so they are difficult, but able to be
acconpl i shed, requires frequent interaction and

communi cation. Interaction and communi cati on anong nenbers
of the unit builds teamwork and reduces conflict. Another
t heoretically sound technique to build cohesion is
conpetition. Creating a |level of conpetition builds
cohesi on and can sinultaneously acconplish the task or

t rai ni ng.

FMR25- 101, Battle Focused Training, provides excellent
gui dance on establishing a training program It shows how
to devel op m ssion essential task lists (METL); how these
are assessed and transformed into | ong range training plans
| eading to short range plans and finally execution.
Unfortunately, FM25-101 does not denonstrate how to better
exploit the training to maxi mze the benefit. Proactive
| eaders that think outside of basic tactical proficiency
can mnimze distractions and focus the efforts of the
individuals to raise the overall synergy of the group.

Leaders will routinely be given mssions to set up and
acconplish different training requirenments. Usually the
| eader is not told how to acconplish the m ssion, they are

only told what to do. This |eaves the planning and

28



execution of the training up to the |eader. Cbviously
there will be limts and resource constraints; however, the
| eader will be constrained only by inmagination and
creativity. Leaders can use behavioral science concepts to
assist in planning. Having a set of paraneters avail able
that will acconplish the training and al so i nprove the
group and the individuals, will aid in planning the
training event. The |eader acconplishes the m ssion,
denonstrates tactical and technical proficiency, and
conpl etes individual and collective tasks to standard.
Everything a | eader should do while conpleting the
m ssi on. *’

Leaders can use the training plan as a tool by which
they can control issues that detract from m ssion
readi ness. Leaders nust consider nore than just tactical
profici ency when devel oping the training plan. 1In |arge
organi zations, such as the Arny, nunerous issues that
hanper training and inpact on individual and unit readi ness
occur. This is not a new situation nor will it go away.
It is the leader’s job to work through these distractions
to ensure our soldiers are the best prepared to acconplish

their m ssion.

47T EM 22-100, Army Leadership, pB6
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By understandi ng theory and doctrine interaction,
| eaders can achieve the best results fromtheir soldiers by
proactively setting the conditions of the training
situation. This is not to say that |eaders should
mani pul ate conditions for success. It is to say that
training situations can work for the |l eader in forging
cohesive, well-trained units that are ready for any
contingency along the full spectrumof mlitary operations.
Wl | -trai ned, cohesive units do not happen by chance. They
require a significant effort on the part of the | eader.
Proper planning and use of the behavioral science theories
can reduce problenmatic issues inherent within the force,
but will never conpletely solve the problem The remaining
i ssues that arise can be addressed reactively. Know ng the
basi cs about human nature can decrease the anount of tine
devoted to clearing up these issues that arise and all ow
the | eader to devote nore tine to m ssion training.
Understanding the interaction of the |eader, the |ed, and
the situation provides the |eader with tools to nore
effectively prepare the unit for m ssion success.

Path Goal Theory*® allows |eaders to exam ne the tasks
assi gned and then use appropriate | eadership styles to

mat ch the type of task with the appropriate subordinate

30



conpleting the task. Path Goal Theory asserts that if
there is a msmtch between the type of |eadership style
used and the perceived abilities of the subordinate there
will be a lack of notivation in the subordinate.
Conversely, leaders need to match | eadership style with the
subordi nate’ s perceived abilities in order to have a
subordi nate notivated for nission acconplishnent.*® For
exanple, if a subordinate has a | ow perceived ability and
an unstructured task the | eader should be directive. 1In
anot her situation the subordi nate has a hi gh-perceived
ability on a structured task, hence the | eader shoul d adopt
a supportive role. Path Goal Theory provides an excell ent
val idation for know ng one’s soldiers. Using Path Coal
Theory the | eader devel ops individuals to maximze their
talents. The secondary effect is conpetent subordinate
| eader plans and executes better training events inproving
the overall quality of unit readiness.

Leaders can al so create an environnment, using
Cogni ti ve Eval uation Theory (CET),%° to all ow subordinates
to develop intrinsic notivation. CET contends that by

generating the proper situation, subordinates desire to

8 Hughes, p70 (House and Desseler, 1974).
9 1hid, p71.
*0 |bid, p404. (Deci, 1975).
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conplete the task for internal gratification.® Creating
this environnment involves three aspects: chall enge,
interest, and self-determnation. First, the task nust be
chal  engi ng. The subordi nate nust get a sense of

acconpli shnent from conpleting the task. Second, the
subordi nate nmust be interested in the task at hand. |If
there is no innate interest by the subordinate, the | eader
must create it. Third, the subordinate nust have a say in
determning participation. This is not free will to
participate or to avoid the task. Self-determnation is
that the task nust be separated fromexternal rewards as
contingenci es for acconplishing the task.>?

As nost Arny | eaders understand it is far better to
have sol diers who want to participate in training than to
have to coerce or bribe them By exam ning the situation
and the training event, |eaders produce an atnosphere that
fosters intrinsic notivation fromtheir soldiers, a nuch
harder task for the |eader than to offer a four-day pass
for everyone who participates. |If, however, the |leader is
able to foster intrinsic notivation by properly planning
the training event, everyone wll benefit. The soldiers

are better trained because they will put forth nore effort

°1 United States Military Academy, p234.
52 |bid, 234-235. USMA text describes the three aspects to setting the conditions for successful intrinsic
motivation.
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for an event in which they want to participate. The |eader
will have a better training event because the soldiers wll
want to be there, thus unit readi ness increases.

Havi ng an all-volunteer force and a nore diverse
force than ever before requires |leaders to deal with a
myriad of issues outside of training. Personal issues
detract fromsoldier, unit and | eader perfornance and
focus. Not only is the soldier affected but their unit
suffers as well. 1Individual psychol ogy and group dynam cs
i npact considerably on m ssion readi ness of the unit.
Properly applied theoretical concepts can focus individua
soldiers or a group toward the | eader’s desired end state.
By correctly applying basic concepts from behaviora
science theories in training plan devel opnent, |eaders can
get better individual and collective results.

Prof essionalismand officership require a | eader to
continually inprove the organization. As previously stated
the Arny is not about equipnent, it is about people. In
order to make the organi zation better, |eaders nust
prof essional ly devel op subordi nates. One way is by naking
the unit and individuals better trained and nore m ssion
ready; other ways are by devel opi ng, buil ding and | earning.

Behavi oral science theories can provide understandi ng of
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principles and provide tools to assist the |eader in
i nprovi ng the organi zati on.

| nprovenent includes creation and sustai nnent of an
envi ronment where all |eaders, subordinates, and
organi zati ons can reach their full potential. It also
i ncorporates sustaining skills and actions that benefit the
| eaders and each of their subordinates for the future.
Further, by managi ng change and expl oiting individual and
institutional |earning capabilities the organization
sustains and renews for the future.®® In order to reach
full potential and to exploit |earning capabilities,
| eaders nust have an understandi ng of human nature. 1In an
era of limted constraints, |eaders nust nmake the nost of
training situations, maxim zing the inpact on individual
soldiers and to the collective group. Wthout taking both
into account, training opportunities are much |ess
effective.

M ssi on Acconpl i shnent

Understanding the Arny’ s | eadership framework not only
assists with inproving the | eader’s soldiers, their unit,
and the Arny, but also assists with m ssion acconplishnent.
We no | onger focus on defeating the Soviet Union on the

pl ai ns of Europe. The Arnmy can now focus on capabilities



to neet current and future mssions along a full spectrum
of contingencies. As discussed, a well-trained unit that
maxi m zes all of its talents will be better prepared to
execut e assigned m ssions. Being adaptive and able to plan
effectively, managing strengths and weaknesses, allows a

| eader to execute the commander’s intent efficiently and
successful ly.

The Army’ s 21°' century missions range the ful
spectrum from pronoting peace to deterring war to war
itself and | eadershi p makes acconplishing the m ssion
possi bl e. Commanders tailor forces to neet requirenents at
all levels of war: strategic, operational, and tactical.>
Arny forces nust be able to nove where required and rapidly
transition fromone type of operation to another.?®®

Since the conclusion of the Gulf War, m ssions have
been conducted at the | ower end of the operational
spectrum This is not to say that the Arny shoul d negl ect
preparing for high intensity conflict. On the contrary,
mai ntaining a state of readiness is necessary to execute
all of the possible mssions. Recently, assigned m ssions
have focused on peacekeepi ng, humanitarian assi stance,

small unit engagenents in the war on terrorismand honel and

%3 | bid, pB7.
> EM 1, The Army, chapter 3, page 9.
5 FM 3, Operations, para4-17.
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defense. These differing m ssions are characterized by
decentral i zed execution, initiative, and flexibility on
part of junior |eaders as well as the blurring of clear

del i neation between the tactical, operational, and
strategic level. For exanple, when |ieutenants act as a
mayor of a town settling disputes between warring factions,
or when pl atoon and conpany size units are dispersed to
assist in humanitarian efforts, the tactical operational,
and strategic |evels of war have nerged. Decisions by
these junior |eaders create direct or secondary effects
that inpact on nultiple levels. “A wong decision by a
junior officer or nonconm ssioned officer in a peace
support operation may have international consequences.”®®

These nmissions require junior |eaders to be peacekeeper,

di pl omat, negotiator and sol dier.>’

Changi ng m ssions and i ncreased urban and
conplex terrain call for self-aware | eaders who can
operat e and adapt across the full spectrum of
operations. In today's operational environnent,
tactical actions by |ieutenants, sergeants, corporals
and their commanders can have strategi c consequences
with lasting inpact on National policy. These demands
hi ghl'i ght the need to assess our current training and
| eader devel opnent doctrine and prograns to determ ne
whet her they will provide the | eaders required for

%6 Alexander, John B, Future War, New York, St. Martin’s Press, 1999, p172.

" Efflandt, Scott and Reed, Brian “US Army Developing the Warrior-Scholar,” Military Review,
Headquarters, Department of the Army, US Army Command and General Staff College, Volume LXXXI -
July-August 2001, NO 4, p82-95., p82.
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i ncreasingly conplex battlefields that are
antici pated over the next 25 years.58

The changing world order and the full spectrum of
m ssions create another challenge for the Arny - the
chal l enge of the transformation itself. The Arny is
undergoing transformation in order to neet the demands
pl aced upon it by the changing world situation.
Transformation by definition is change. Change within an
organi zati on causes uncertainty, stress and resistance by
t he organi zati onal nenbers. Confronting the resistance and
prevention of dysfunctional behavior is another area where
behavi oral science theories can benefit Arny | eaders.
Research indi cates that senior |eaders understand this
dynam c and are applying appropriate techniques to reduce
the stress and uncertainty caused by major change. Taking
CGeneral Shinseki’s transformation of the Arny as a short
case study it is easy to see many of Kotter’'s eight steps®®
for inplenmenting major change. First, General Shinsek
established a sense of urgency. He showed a capability gap
in our current force structure and conbat power. This

established a national security requirenment for the

°8 Steele, William M. and Walters Jr., Robert P., “Training and Developing Army Leaders” Military
Review, Headquarters, Department of the Army, US Army Command and General Staff College, Volume
LXXXI - July-August 2001, NO 4, p2-8., p3.

%9 United States Military Academy, p428. Kotter's eight steps are: Establish a sense of urgency, create a
guiding coalition, develop avision and strategy, communicate the change vision, empower broad-based

37



obj ective force. Second, he devel oped and conmmuni cated a
vision and strategy. Both are currently accessible through
the Arny web site and have been frequent topics of news
articles and congressional testinony. Third, he created
short-termwins. The Arny did not begin i mediate

acqui sition of objective force equipnent. An interim
conbat vehicle and force structure started wth sel ected
units. Continuing is the consolidation of these gains and
an environnment throughout the Arny that nore change is on
the way. Senior |eadership properly inplenmenting change in
this fashion reduced organi zati onal resistance and has
generated an environnent for change in organization

cul ture.

By under st andi ng soci ol ogi cal theories dealing with
or gani zati onal change, junior |eaders can becone part of
the solution and use simlar techniques and for easing
their unit through the transition. Not only has the
changing world situation increased change in the types of
m ssions that the Arny nust acconplish, it has al so caused
the Arny to go through an internal change. The new
paradigmas it evolves will generate its own set of issues

that nust be resolved. Junior |eaders can be val uabl e

action, generate short term wins, consolidate gains and produce more change, and anchor new approaches
in the culture.

38



t ool s by shapi ng how subordi nates view change. Wth an
under standi ng of this dynam c situation, junior |eaders
provi de senior Arny |eaders with a powerful tool for
creating and managi ng transformation.

The Arny does an excellent job of training a unit for
its mssion prior to deploynent. It nust, however, ensure
that its leaders are up to all of the challenges they may
face. Behavioral science theories can nake this possible.
Soci ol ogi cal concepts provide an understandi ng of human
nature and how this relates to organizational culture and
change. Leaders could nmake better decisions understanding
t he environment surrounding their mssion and its place in

t he | arger construct.

In application, warrior-scholars seek sol utions
to inmedi ate situations of which they are part, so
of fi cers need sociological training to understand
their environnent as a larger systemand, in turn
educate and serve its nmenbers. .. A focused soci ol ogi ca
education can provide conbat arns officers with tools
to effectively and efficiently reason through various

condi ti ons surrounding next-century m ssions.®°

GEN Eric K. Shinseki, the Chief of Staff, US Arny,

(CSA), in June 2000 directed the Commandi ng CGeneral, US
Arny Training and Doctrine Command (CG TRADOC), to assess

and provi de recommendations for the training and

60 Efflandt, p88-89
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devel opnent of our |eaders.® “The panel reconmended that
the Arny establish a single proponent for training and

| eader devel opnent to inprove the |ink between training and

n62

| eader devel opnent, policy and resourcing. Pre-

comm ssi oni ng education is best suited to acconplish the

m ssi on of providing behavioral science theories, like
soci ol ogy, that wll serve |eaders upon conm ssi oni ng.

“The PME System has responded to 21st-century chal |l enges by
updating its curriculumand resources, but these efforts

typically do not develop officers until at |east the senior

n 63

captain | evel . “Because initial PME schools currently

cannot address new officers' 2l1st-century educational needs

and advanced PME schools occur too late in an officer's

career, pre-conm ssioning education beconmes critical.”®

There, however, is no clear standard or oversight for

specific class or course requirenents for comm ssioning.

The Arny has no managenent system for training

or | eader devel opnent, and w t hout one, we risk

| osing sight of the reasons for change. An iterative,
col I aborative and conprehensi ve nanagenent process is
needed to neasure progress, adjust priorities and
apply resources. Initially, this process should
provide a quarterly CSA decision forumto build
nonentum interest and enthusiasmfor these prograns

t hroughout the Arny.®°

61 Steele, William M. and Walters Jr., Robert P., “Training and Developing Army Leaders” Military
Review, Headquarters, Department of the Army, US Army Command and General Staff College, Volume
LXXXI - September-October 2001, NO 5, p2-9., p4,
62 [
Ibid, p4
83 Efflandt, p90
4 1pid, po0o
% Steele, p3 Jul-Aug source.
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O the main conm ssioning sources for the active conponent,
only USMA requires courses in behavioral science. ROIC
does not include any specific academ c topic for |eader
devel opnment cl asses ot her than devel opnental counseling.

In General Eisenhower’s letter to General Maxwell Tayl or,
Ei senhower stated that one place for |eader devel opnent is
“through study in the institutional school house.”

Benefits could be made with an Arny wi de requirenent on
some course content that would be required prior to
comm ssi oni ng.

The existing | eader devel opnent nodel is
outdated, and there is no training nodel. The Arny
needs a nodel that clearly shows | eaders, staffs and
out si de agenci es how training and | eader devel opnent
are interrelated and nutual ly supporting. This
training and | eader devel opment nodel rmnust enphasize
Arny culture; nmandate standards for soldiers, |eaders
and units; provide feedback to | eaders, units and the
Arny; allow for self-devel opnent; bal ance operati onal
and educational experience; and be founded on sound

training and | eader devel opnent pri ncipl es.®®
Leader devel opnent, as General Ei senhower pointed out,
starts at the school house. The school house does not need
to be the basic or career courses at places like Fort
Benni ng, Fort Rucker or Fort Knox. The school house is
USMA, Notre Dame, Virginia Mlitary Institute, Duke or any

ot her coll eges and universities educating future | eaders.

% |pid, p4
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This requi rement can be satisfied by nunerous neans.
One possible solution is to devel op a generic course
description, allowing latitude due to a particul ar
institution’s curriculum G ve discretion to the professor
of mlitary science (PMS) in charge of that school’s ROTC
programto certify that cadets neet the requirenent.
Anot her possible answer is a course included in the ROTC
Mlitary Science curriculum This is consistent with
current Cadet Command desires for a devel opnental, not
attritive, |eader devel opnent program Cadet Command’ s Arny
Reserve O ficers’ Training Corps College ROTC programw | |
abandon t he “weedi ng out” nodel of the past and focus on
recruiting the right cadets and devel opi ng t hem
effectively. Cadet Command will focus the program on
| eadership training in order to provide a |l egacy to the
nati on and cadets.®’
Deci si ons

Regardl ess of the source of conm ssion or branch of
service, the major process for Arny | eaders is decision
maki ng. Leaders are educated, devel oped, and trained to
make decisions in order to acconplish the mssion. Every
m ssion or task in garrison, on a field training exercise,

or conbat requires decisions. Even the application of

67 Cadet Command's “The Way Ahead” p41 and “Cadet Command Campaign Plan Thrust Lines.” slide 6.
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behavi oral science theories, as this paper has shown,

i nvol ves a deci sion making process in order to apply the
theory. Every aspect of an Arny leader’s day is defined by
and invol ves deci si ons.

Three general nethods gui de deci sion-making: rational
deci si on- maki ng, descriptive deci sion-maki ng and
naturalistic decision-nmaking.®® Rational decision-naking
makes deci sions through a deliberate process.® Descriptive
deci si on- maki ng takes short cuts and uses fewer cognitive

9 Naturalistic decision-

resources for efficiency purposes.’
maki ng i ncorporates situational awareness and experiences
to make decisions.’?

Under st andi ng how peopl e make deci sions al |l ows
| eaders to better understand | eader devel opnment and unit
training. It allows themto take nore away fromtraining
and devel opnental events. Understandi ng the dynam c of
deci si on-maki ng creates the circunstances for making better
deci si ons.

Leaders can al so avoid common errors that flaw
decisions and lead to less than desired results. Education

in descriptive decision-making famliarizes | eaders with

heuristics (rules of thumb). Leaders use heuristics to

%8 United states Military Academy, p156.
% 1hid, p156.
1pid, p160
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save time; however, these short cuts are based on
assunptions that may be invalid.’”? 1Including decision-
maki ng education as part of PME can assist the |leader in
i dentifying when he/she may be using a heuristic and
rethink the decision, thus avoiding a decision based on a
faulty, invalid assunption or bias.

The first thing a | eader determ nes when faced with an
i ssue requiring a decision is the amount of tine avail able.
Leaders rarely have only one issue or situation to handle
at atime and they nust determ ne how nuch tinme can be
devoted to each particular issue. |If there is enough tine
t he deci si on-naker should use a rational decision-nmaking
process. As discussed earlier, this is how we shoul d nake
decisions. The Arny provides its leaders with a specific
rational process - the MIlitary Decision Mking Process
(MOWMP). Used primarily for operational purposes, MDWP is a
rational decision-nmaking process Arny | eaders routinely use
and train with at nunerous tines throughout their careers.
The Arnmy has concluded that rational decision-making is the
best way to make decisions for deliberate and crisis action
pl anning in preparation for conducting conbat operations.

The nation conpels the mlitary to have sound practices for

" 1bid, p163.
2 1pid, p160



pl anni ng and conducti ng operations, subsequently, the Arny
makes a concerted effort to train, educate and devel op
| eaders to be proficient with the process.

Fam liarity fosters naturalistic decision-making or
pattern recognition. Once operations comrence the need for
rapi d deci si on- maki ng beconmes preval ent. Under st andi ng
naturalistic decision-making or pattern recognition also
fosters a better understandi ng of | eader devel opnent
programs, PME, and unit training. Because mlitary
deci sions are made within the confines of a conpl ex
situations usually requiring quick action, |eaders wll
normally a solution that satisfies the problem This nmay
or may not be the absolutely best choice. They will draw
on past experiences, fitting the current situation to past
experiences to determne a tinmely solution. Recognizing
t he conditions and circunstances under which | eaders make
deci sions, the Arny devel ops and trains |eaders to function
in this conplex environnent.

The Arny tailors its training, PVE and | eader
devel opnent to maxi m ze behavi oral tendencies for
naturalistic decision-making. |t exposes |eaders to varied
situations in peacetine so that if encountered in conbat
positive pattern recognition can result w thout the

i nfluence of heuristics. Pattern recognition is the reason
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to study mlitary history as part of PME, have a

prof essi onal reading |ist, and conduct nunerous training
exerci ses. These events increase the | eaders’ experience
base and the amount of tools the | eaders can draw upon to
make future decisions. An additional concept behind
training, other than task proficiency, is to foster
positive naturalistic decision-making tendencies, |ending
additional relevance to the term*“Train as you fight.”
Better naturalistic decision-nmaking or pattern recognition
t hroughout the unit rmakes the unit collectively better and

thus nore prepared to win in conbat.

Concl usi on

An Arny | ooking toward the future must

determ ne the best ways to train and devel op

| eaders for full spectrum operations. From

peacekeeping to preparing for war, our Arny asks

a great deal of |eaders. As m ssions denand nore

of | eaders, our training and | eader devel opnment

chal | enges increase. ’®

Early understandi ng of behavioral science theories can
provi de a base of knowl edge to build | eader devel opnent.
Teachi ng a broad base of behavioral science theories as
part of pre-conmm ssioning professional mlitary education
will assist junior officers in preparing thenselves and

their soldiers for 21° century missions. A pre-

3 Steele, p4 Jul-Aug
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comi ssi oni ng program of this type is consistent with the
Arny’s “Be, Know, Do” | eadership framework. Behaviora
science theories are present and integrated throughout the
Arnmy’ s | eadership franmework. Theories incorporated into
pre-comm ssioning PVE in conjunction with the | eadership
nodel facilitate individual and collective mssion

r eadi ness. PVME will better prepare junior |eaders to
operate in the challenging m ssion environnment of the new
century.

Even in peace, we nust be trained and ready for the
full spectrumof mlitary operations. In an ever-
constricting fiscal environment it is vital to naxim ze the
effect of every training dollar. Proactive |eaders with
knowl edge of human nature through behavi oral science
education will be able to think outside of basic tactica
proficiency, mnimze distractions and focus the efforts of
the individuals to raise the overall synergy of the group
Leaders can use the training plan as a tool by which they
can control issues that detract from m ssion readi ness.
Properly applying basic theory concepts creates a nore
productive training environnent where |eaders are able to
devel op training plans that achieve better individual and

coll ective results.
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Under st andi ng hunman behavior is the first step to
effective | eadership. Being able to use human nature to
better the group is good | eadership. Understanding the
relati onship of the |eader, the led, and the situation
provides the | eader with tools to nore effectively prepare
the unit for m ssion success.

The Arny is about people, not weapons or platforns and
therefore, nmust maxim ze the devel opnment and | eadership of
its nost prized and val uabl e conponent. Pre-comm ssi oni ng
education in behavioral science theories sets the
foundation for | eaders to care for soldiers while
acconplishing the mssion to the highest standards.

Getting the nost out of |eader devel opnent requires
standardi zed requirenents for a basic know edge of
behavi oral science theories in all pre-conmm ssioning
sources. The followon step is to further | eader
devel opment with nore enphasis of behavioral science
theories at the career course, Conmand and Ceneral Staff
Col l ege (CGSC) and War College with topics relevant to
increasing |l evels of responsibility.

The Army cannot forget soldiers and their |eaders as
it goes through transformation. As such the Arny needs to

commt itself to devel oping the best people it can.
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I ncl udi ng behavi oral science theories as a base requirenent

for conm ssioning can acconplish this goal.

Leaders and soldiers nmust be at the center of our
Transformation efforts. G herwise, we will focus on
technol ogy, platforns and weapon systens at the
expense of Transformation's center of gravity .

our people.’®

FM22-100 L eadership Framework page.

" 1bid, pé.
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Leadership Framework as Outlined in FM 22-100

Leaders of Character
and competence

Acts to achieve excellence by providing
purpose, direction, and motivation

Values Attributes Skills Actions
“8811 “Beil “KnOW" “D011
Loyalty Mental - Influencing Operating Improving
nter-
Duty Personal
Respect Physical y 4 Communi- Planning Developing
Conceptual cating y 4
SSeIer_ss
ervice - Executin Buildin
Emotional Technical Secision. 9 g
Honor .
) Making
Integrity Tactical Assessing Learning
Personal . y 4
courage Motivating

Figure 2.
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